By 1982 all thirty-five college libraries responding to the survey had implemented the OCLC bibliographic network, with the exception of one that is using RLIN instead. The first of these libraries to adopt OCLC did so in 1967. 1979 1986 1987 1988 1989 On the other hand, by 1987 three-quarters of the 115 research libraries responding to the ARL Automation Inventory of that year (74 percent) had installed an automated circulation system. 3 
Online Acquisitions
A greater number of the college libraries, fifteen of them, have implemented an online acquisitions system, beginning in 1981. More than half of these libraries have acquired such systems during the past two years, as the following distribution shows. 
Online Public Catalog
In marked contrast, twenty-one of the thirty-five college libraries (60 percent) have online public catalogs, eighteen of them acquired in the last three years and the first acquired as recently as 1983 . The directors at an additional thirteen of the thirty-five libraries expect to have an online catalog in operation within two to three years, and the other director expects one in three to five years. In 1987, seventy-one percent of the ARL libraries reported that they had installed online catalogs, compared with fewer than onequarter of the responding college libraries.
CD/ROM Technology
Twenty-six of the thirty-five responding college libraries presently have CD /ROM technology, the first of which was acquired as recently as 1986. The number of CD /ROM products ranges from one to seven per library.
FINANCING AUTOMATION

Financing Initial Costs
The college library directors were presented with a list of methods and asked:
"How has your library financed, or how do you expect it to finance, the initial cost of the [above] technologies?" The thirtyfive respondents selected a total of 103 methods. The methods are indicated in descending order of occurrence in the table below. It is worth noting that the one option offered that was not chosen by any of the thirty-five respondents was "special user fees/ charges," a method some university libraries have used to finance integrated online automation systems.)
Ongoing Costs
Directors were also asked: "How is your library financing, or how do you expect it to finance, the ongoing costs of these technologies?" Thirty-four directors identified fifty-six methods. (See table 6.)
Extent of Impact on Existing Library Budget
The college library directors were asked: "To what extent have the costs of automation been borne from within the library's budget, either from funds already in the budget or from funds that would otherwise have gone elsewhere Automation in College Libraries 119 The three directors choosing "a great extent" reported that the total impact was $39,500, $30,000, and $8,767. Only one of these three libraries, that which reported $30,000, has an online public catalog. The library reporting the $39,500 figure has recently invested in a number of CD/ROM products and workstations. Of the ten directors selecting "a limited extent," nine could provide a specific dollar impact, as follows: $50-75,000, $50,000, $35,000, $25,000, $24,000, $20,000, $6,000, $3,000-5,000, and $2,000. Of these ten libraries, all but two have installed online public catalogs. Of the twenty library directors responding "not at all," eleven of their libraries have online public catalogs; one of these directors, whose library had recently installed an integrated system, added the observation "Thank God!"
INTERVIEW RESPONSES
At the twenty-two libraries visited, I learned a great deal about several closely related issues involving the introduction of (what was for them at least) 1980s automation: the online public catalog and the other components identified above. These issues were the perceived benefits of automation, the willingness of the directors to reduce acquisitions or staffing levels in order to automate their libraries, perceived trade-offs involving automation, and the directors' perceptions about the changing nature of the college library. Twelve of these libraries already had automated catalogs, one had selected an integrated system, while another four were actively involved in the selection process.
Benefits of Automation
Twenty-two of the directors responded to the question "What do you consider the benefits of automating?" (This was indicated to be a level of automation beyond OCLC and online database searching.) Listed below are the benefits that were offered by two or more of the respondents, in descending order of occurrence.
• Thirteen of the directors included better searching of the catalog by patrons as an important benefit. • Six mentioned efficiencies in various clerical operations. One commented, "I'm tired of maintaining a card catalog, thank you," while another observed that "We used to spend tens of thousands of dollars a year for filing cards; we're now using people to better advantage." • Another six offered the sharing of library resources through consortia as a benefit. As one of them put it, "Networking is the reason for automating, not just the library asking for money to fancy up its card catalog." • Five directors referred to automation's either enabling or facilitating shared acquisitions and shared collection development with certain nearby libraries.
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• Five respondents mentioned the possibility of remote searching of the catalog by faculty from their offices, or by others.
• Another five referred to obtaining management information from circulation statistics about which parts of the collection were being used. Four of the directors brought up the library's image vis-a-vis other libraries and its image on the particular campus. One of them said she occasionally heard comments from students to the effect that "My home town library has an online catalog; why doesn't this one?" Another director observed that the library's position on the campus had been enhanced. A third noted: "The idea that the college has managed to do something of this sort for its students has helped donations from younger donors (a 'cradle to the grave' view). They identify with the library as an up-and-coming place. We've implanted ourselves in their minds this way; normally we don't hear from them until they're out about twenty-five years."
A separate image issue offered by three directors was that library automation is a factor in admissions competition with other institutions, to gain "a competitive edge in the liberal arts marketplace," as one of them put it. Two respondents in environments with several branch libraries pointed to the advantage of "getting everything into one database." Two more directors were quite interested in the prospect of owning and mounting additional databases. Another two respondents considered library automation an important factor in the library's increasing role in coordinating information on campus.
A benefit explicitly offered by only one director is nonetheless worth repeating. According to him, a very important benefit was the opportunity for weeding the collection: "I'm one librarian who's trying not to build another building."
Acquisitions and Staff Dollars versus Automation Dollars
During the interviews, I askedthe directors: "Wou~d you reduce acquisitions in order to automate?" Of the twentyone usable responses, eleven were "no," seven were "yes," two were "no initially but yes later," and one director was undecided. While the directors were quite protective of acquisitions dollars, they were even more protective of staff dollars. In response to the question "Would you reduce staff (including student workers), or reduce pay increases in order to automate?" sixteen of the directors said "no," three replied with a highly qualified affirmative, and one did not know.
Trade-offs Involving Automation
All the directors interviewed thought that the advantages that had been brought. or would be brought by the introduction of automation outweighed any disadvantages. At the same time, some of them perceived problems that they were encountering or likely would encounter in their libraries as a result. Some of their observations are given below.
The biggest problem is the online catalog itself and the use of it. Subject searching isn't easy. The user is given so much more than he or she can handle, and the catalog isn't used well. Also, records need to be cleaned up. The headings themselves are problematic, and there are inconsistencies in how our several institutions have treated headings. But I'd rather have these problems than the problems of the card catalog.
Trade-offs with automation other than cost? Well, there's somewhat less attention by reference people to the traditional user, sacrificing the traditional user; we don't give up an online search to help someone at the reference desk because we get instant gratification from the online search process. Also, online searching is more fun. But I don't think things are necessarily being lost.
We have the worst card catalog known to man; at...we had a great card catalog. Automation is forcing us to be disciplined, and it will cost the library some money, maybe $50,000 a year in economies: acquisitions, travel budget, maybe staff.
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I don't think the college libraries have suffered much, so far, in terms of the costs of introducing automation. The larger campuses have suffered more in that they've had to eat into their own money.
Automation is a costly thing that provides different services. It's hard to compare what you get with what you were getting.
By putting our catalog into a local area network, we may lose contact with the faculty, especially if that is combined with having materials delivered to their offices. Presently, this is how we see the faculty, when they come to the library.
The big thing is the dollar cost, but there's also the political cost. Luckily here the introduction of automation has been tied to a new building, although I did get $50,000 more annually for maintenance. God help me if I need to ask for a new reader-printer; I've used up my chips and don't have any for awhile. This is true not just of automation, but would be true for any big expense, like a building. It's like the syndrome among the state legislators in [the state capital]: "We did health last year."
Is the Nature of the College Library Changing Fundamentally?
The directors were asked, "Is the nature of the college library changing very much, changing fundamentally, at your institution and around the country?" Eight of the directors believed that it was, six believed it was not, and the rest of the responses were mixed.
Not fundamentally. Librarians are more service-oriented, whereas they used to be collection oriented.
Certainly the way we do business is changing. The basis of what libraries do is pretty much the same-provide information. But we don't have to own as much of it, and we have other ways of getting at it.
Not really. Automation and various media introduce a different way of working, but that doesn't matter much; people adapt and come to take it for granted. Alumni might find it bewildering and think that we're already in the twenty-first century.
Yes, it is changing fundamentally. It's splitting in half, into two types of libraries. Librarians are still responsible for information services: census tapes, books, sound CDs, slides, scanners, satellite dishes, microforms; and then there is the museum side, the special collections where people are concerned about the book as an artifact, displays, preservation, etc. The biggest change I've noticed in librarianship is the tendency of the administration to want to expand the definition of the library. The language laboratory is now a part of it. There is a whole new set of problems: satellite TV, interactive video, CAl, etc. I worry about how to encourage the faculty and educate them. The satellite dish will place a lot of demands on us for taping programs. Students are wanting to start a new TV station, and work with me and the AV librarian. Unless we expand this way and take on responsibility for additional forms of information, we'll die.
Yes, and I think it's the nature of the college librarian. The most notable change in my professional life is getting librarians out of clerical detail, and into administrative matters, teaching (like bibliographic instruction), and more reference work. When I came to this institution, there wasn't much demand for reference help. There was not even a separate reference desk; the librarians got behind the circulation desk and did more circulation work, as circulation supervisors. Librarians are also taking on a larger role in collection development, which used to be faculty driven.
CONCLUSIONS
The introduction of online library automation into this group of colleges has lagged behind the same phenomenon in the ARL libraries. Nevertheless, during the 1980s automation caught on rapidly among this group, to the point where three-fifths of the thirty-five reporting libraries had installed online catalogs, or were to have installed them by the end March 1991 of 1989. Perhaps in part because of the speed with which automation has taken hold, the associated costs of computer hardware and software, some maintenance, and a good deal of retrospective conversion have generally come from outside the library budget, either from the college administration or from outside the college altogether. In fact, perhaps it is the externality of the funding that may explain some of the rapidity with which automation has been and is being adopted in these college libraries. In contrast, the impression lingers that because of the much greater automation costs in the research libraries and the more formidable task of retrospective conversion, these institutions are more frequently obliged to absorb these costs from the library budget, often by leaving salary lines open. Another factor may be that many of the ARL libraries are in publicly supported universities and hence have received relatively few grants from foundations to support automation.
An important question is the extent to which the college libraries' current budgets will remain relatively immune from the future costs of upgrading and replacing computer hardware and software. Perhaps the percentage of expenditures for materials will begin to decline. Studying the data from the twenty-one libraries that have installed an online catalog, or expected to install one by the end of 1989, gives no indication that the materials budget has yet suffered as a result. The median percentage of expenditures for materials among these libraries, both in 1986-87 and in 1987-88, was thirty-seven, one point below the median for the larger group; and in 1988-89 it had risen to thirty-eight percent. Compared with their own percentages ten years before, in 1976-77, eleven of these libraries had higher percentages in 1986-87, nine had lower, and one showed no change. For 1987-88 (N=20), ten of them show a higher percentage than the previous year, eight show a smaller, and for two there was no change. For 1988-89 (N=20), seven of these libraries show a higher percentage than in 1987-88, seven show a smaller, and six show no change. 7 College library directors often see trade-offs involving library automation, but none of them believes that the disadvantages outweigh the advantages. Although the college library directors disagree about how "fundamental" the changes are, they perceive that academic libraries are changing the ways in which they operate. An important question concerns the role of the librarian in the more electronic environment. Many of the directors anticipate a greater degree of librarian involvement with students. To the extent that they are correct, and to the extent that relatively more dollars will go to pay for more librarians, or for Automation in College Libraries 123 higher salaries to attract or retain capable librarians with high degrees of energy and skill, it is quite possible that materials expenditures will decline proportionately. This trend would run exactly counter to the recent plea by Jerry Campbell, university librarian at Duke, that "materials/access" should grow to 50 percent of expenditures and that salaries/wages should drop to 33 percent. In Campbe. ll's opinion, "we simply cannot provide enough people to answer all the questions." 8 One problem with his construct, however, as with much of the current discussion about" access," is that library staff, like all other elements in the library operation including the collection, are there to provide "access."
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